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Five years'ago Furman University, like other schools around the country,
became concerned4about mounting management problems; especially as theyirelated to
making wise decisions in the face of limited resources. As members of the
administration at Furman'began analyzing the situation, they became convinced

that only a systematic approach to management plann1ng could make any p051t1va ‘

impact upont these difficulries. Therefore, in 1972 Furman began a comprehenslve

- program to revltallze its management planning processes and to develop a

managemwent plann1ng model that could be used by other 1nst1tutlons. The program
was supported from 1972 through 1975 by grants from The Ford Foundation and the

Exxon Education.Foundation. The effort continues today as a part of Furman's

) ongoing administrative operations with an added ingredient, that of a concurrent _

pProgram in Faculty Development in Academic Planning being supported with a grant

~2

ofrom the W. K. Kellogg Foundation. The management plann1ng progrun has provided

for Furman, in our view, a more positive approach to responsibility and account-

'ability throughout the university and a way to judge operations, not so much by

promises but by results.

The heart of the Furman management planning program is a management by

4

objectivcs approach to college and university administration.fplbe program, however,yﬂiy'

R . P

rather Lhan stressing management by objectives as an end unto itself stresses a

ey

*Prescntation made at conference on Running Highor Education cosponsorod ¢
by the Council for the Advancement of Small Collepes and the American Association
for Higher Educarion, Airlie House, Warranton, Virginia, February 1-4, 1977.
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‘form of comprehensive institutional planning which results in management
by objectiveé as a natural:consequence of‘the‘planning, decision-making,

| impleméntétion, evaluation:steps of the planning process.

I would like to describe the processrby tglling aBout what has taken

place in élaﬁning, management, and management by objectives at Furman over
the past five years.* In doing so, I want to stress the procedural aspects
of the MBO portion of the proéram and the accbmpanyingvpersohnel interagtiohs.
These features Address directly the ;heme of this conferenée, "“"The Evaluation
and Development of Administrators in Higher Education." "At fhe outset, however,
let me say that there is nothing completely new in the procedures used at Furman.
The program has been put éogether a little differently and it is, in my opinion,
a more comprehenéive approach than one normaliy finds in a liberal .arts college.
Also, thg Furman planning model has benefited,lﬁecause of foundation support,

from a much more thorough evaluation than one usually.finds with programs of

this type..

The Management Planning‘Prgject
At the time Furman made the decision “to pursue the program in management

planning, those involved were aware that a piecemeal approach to something as

complex as this could very well do- more harm than good.' Consequently, several

basic decisions were made at the outset.

-- l. It was decided to institute a systems approach to change. It was
qQuickly reccgnized that different parts of the institution affect
each other and that change in one part usually creates change in

another‘ : g,

*Furman University, founded in 1826, is a Baptist coeducational, liberal
arts institution of higher education located in Greenville, South Carolina.
It has an enrollment of approximately 2300 with a faculty of 145. There are
32 administrative positions, excluding department heads.
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. 2. Every attempt would be made to minimize surprise. Any significant
: change would be difficult if those affected by the changes were not
aware of them before the changes were introduced.
3. Several "go" or "no go" decision points would be built into the
schedule. There would have to be this type of flexibility to gain
the initial support of those involved.

4o Fdrman would provide the support services needed to assure the
program of a fair chance to succeed.

5. All involved would adhere to a "golden rule of common sense and
valuz."” Furman would not change just for the sake of change. It
would not move any farther or faster than felt to be desirable,
and thorough evaluation would take place as a part of every phase
of the program.
To initiate and steer the program a Committee on Institutional Planning
was created and charged with overall direction of the program. The committee,
chaired by the president, includes the four vice presidents, two éeans, business
manager, director of communications,‘heads of two academic and administrative
committees, eight faculty members, two students, a truatee, and a member gf the
alumni association. A total of twentyéfour“neopie, including myself as
Coordinator of Institutional Planning and Research, compose the conmittee.
At the same time an external group, a management task force, was appointed
by the university's Advisory Council and charged with the responsibility of
..providing advice and counsel to the effort. The members of the Advisory Council
are business and professional leaders throughout the country who work closely
with Furman's administration in matters in which their experiences and expertise
can be valuable. | '
The project was designed to consist of three nhases. During Phase I the
Committee on Institutional Planning continuea the discussions concerning management

and planning which had been initiated several months earlier with Planning Dynamics,

Inc. (PDI), a Pittsburgh based management consultant firm. PDI had had successful -
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experience with various nonprofit organizations using an apnroach to pianning
which enhances participation and provides flexibility. Théy use a planning

book technique as an organizing mechanism to help collect, process, distribute,
and revise esgsential information for decision-making purposes. The committee
reaffirmed the beliefAthat the work of PDI-could form the nucleus of the planning
and managenent nodel envisioned for use at Furman. At the same time they were
conducting a préliminary analysis of the institution in terms of readiness for
the program and orienting key participants to the project to make sure that the
nature, scope, and purpose were clearly understood. The orientation consisted

of in-depth meetings and discussions with administrators, faculty, students, and
_staff. The decision to move into Phase II was made only after careful.consideration
by this committee.

Phase II was the design of a hypothetical management planning.model for Furman
that met the agreed-upon specifications. Furman used PDI as consultants while a
prototype planning system was developed.* A workshop was held for key administrators
and faculty to. demonstrate the applicability of the tentative model. The Committee .
on Institutional Planning again decided whether to continue with the project.

The decision at the end of Phaae II was favorable for moning into Phase III,
the full development and impiementation stage. At this time, an”pffice of
Institutional Planning and Research was created and a person hired to fill the
staff position of planning specialist or Cocrdinator of Institutional Pianning andb
Research. -

ey Elements

Eight key elements or activities comprise the essential thrust of the prograr.

*Edward J. Green, President, Planning Dynamics Inc., Pittsburgh
Pennsylvania,-served as primary consultant to the project and is responsible
for most of the basic planning principles encompassed in the proglam.



Goal Ciarification. Along with‘ggur other institutions, Furman participated

“'in an institutional goals study using the Delphi technique aas a'means to investigate
what various constituents pérceiﬁed the goals of the in§titution to be, as well as
what they thought'they'sho;ld be. The instrument used in the study was a preliminary
version of the Institutional Goals Inventory (ICvadeQeloped by the Educational -
Testing Service.  The inventory contained a series of possiﬁle goal statements
covering a broad range of college and universify operations. The results of this
study provided the background for development. of goals in the summer and fall of

1972 both for the university as a whole and for each of the organizational units -

within the institution.

Managemenf by Objectives. ﬁith goals as a foundation, eaéh organizational
unit derived measurable objectives from the goals and tested a management by ‘
‘ objectives approach to administration. The testing of management by objectives
began in June 1973 to correspond with the beginning of Furman's fiscal year. To
assist in Fﬁe process, a workshop.was held in October‘1972'in which selected
"~ budget unit heads pérticipated in a series of.activities designéd to help them
in analyzing their goals, specifying measufable objectiﬁés, and reaching agreeﬁent

with members of their staff in the assignment of responsibilities.

Strengths, Weaknesses; Opportunities, Threats (SWOTs Analvsis). It was

found very quickly that a simplistic approach to managghent by objectives did

"‘ not déal'adequately with the problem. of limited résdurcé;. MMénégemeﬂt’bywwé"
objectives, to bevpractiggl,mmust relate to the setting of ériorities. To assist
‘ in makfﬁg these priority judgments, each functional unit,at fﬁrman Began doing a
-~ SWOTs analy;is in.the form of an annual report. 'SWOTS; as‘uséd at Furman, is én
'écéonym'for a self-appraisal inuwhich each organizational'ﬁnit takes a look at:
‘the strengths, weaknesses, opportuni;ies, and‘threaté within that unit. ﬁékt,
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the individual SWOTs are consolidated into a'univcrsity-yide analysis. The SWOTs
analyéis thus provides a framework, along with institntional goals and availablev
resourées, for establishing.priorities among ntnbosed objectives. Using‘this
téchniqne, obje;tives can‘Be‘weigned against thevneeds of the individual unit
‘as‘well as thé univetsity as a”whole. As a result, objectives can be anthorized
which maximize strengths, minimize weaknesses, capitalize nn oppnrtunities, or
-eliminate or minimize threats.

Planning Book, A planning book system serVes‘as the chief organizing

vehicle for the entire project. It is the way in which purpose, goals, objectives,h
management by objectives, basic data and other elenents of systcmatic planning are
integrated into the university s ongoing administrative processes. The ;ystem
is visible as 2 loose-leaf notebook with color-toded pages keyed for distribution
on a need-to-know basis.  Each page can be updated individually. Planning book
contents are organized around data categories needed to providé.information for
decision making based on a normal trip analogy: Where are you? Where do you
‘want to go? How do you want to get there? When do you want to go? Who is going
with you? ﬁn;t will it cost? How do you know when you get there? These questions
lead to the selection of the information to be included in each of the twelve
sections of the planning book. ' |

For exampie, Section 1 contains a statement of purpose or mission; Section 2,
an analysis of the environment and competition; and Section 3, an assessment of
capabilities and npportunities; This information 1is designed to address the question
ﬁwhere ate we?" Section %4 states assumptions, and Section 5 lists goals and
objectives. These two sections respond te—the-question '"where do we want to go?"
Sections 6 and 7 tell "how we want to go" with 6 dealing with policies and procedures
and 7 describing programs and projects. Section 8 outlines priorities and schedulss.

 These data relate to "when do we want to go?" Section 9 covers human resources
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' - and the staffing of progrems or projects. This informatioh addresses the
queétion "who is going with us?" Section 10 prajects financial and physical
:esources, that ié, the budgeting of the progréms, and answers the question,
"what will it cost?"A Section 11 contains apﬁraisal or evaluation data and
addresses the question “how do we know whén we get there?" Section 12 is for
miscellaneous. If the information does not fit anywhere else and 1t is important

A-for planning, it is filed hgref
' All information pertaininé.to thé institution 1is not in any oné planning

book. 1If-it were, the book would be unmanageable and would defeat the ve?y
purpose of the system itself, Information is included on a need-to-know basis.
Consgquehtly, the contents differ in part for each individual book holder
depending on his area of responsibility. The ﬁaterial that is applicable
university-wide is found in all planning books, buf each book differs as the
process spreads through the university and the books are devglppqd and used by"

the various organizational units..

Policies and Procedures System. It was also found early in the program
that management by objectives or any systematiévgﬁproach to management planning
cannot function effectively if abpropriate pqli?ies a;d procedures are not in .
existence and clearly in focus for those involved in planning and décision
making. Policies-give consistency to planning and decision making, while still
allowing differeﬁt dGCiS;OQ§_99 different sets of facts. Poiiciés tbus~furnish
the éfamewqu for plans,.;hile providing guidelihes for what is perwitted and
éibeéted. A majof activity became the task of rethinking Furman's-policies and -
procedures system and expanding and reorganizing it into a process that complements;?

the management planning process. The basic premise is that an individual respon-

sible for a department, function, or activity is responsiblé for seeing that
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appropriate policies, procedures, and guidelines are formqlatcd, distributed,
reviséd. and maintained. No individual, however, issues policies and procedures
that contravene d; conflict with those issued by a highef authority.

Insticutional Research. Institutional research is being conducted

continuously to address special university pfoblems. All of the institutional
‘'tésearch 1s action oriented and designed to provide administrators and facul;y
Qith alteiﬁatives fé; decision making. For distribution purposes, two types of'
institutional research documents are used. The planning report serieé deals
witﬁ toﬁics that are of generaiyintérest and have university-wide applicability.
The planning mémé series respond§ to specific reQueéts by administratbfs or
fabuity members who haQe need for cert;ih inforhation for decision-making
purposes. = | | | |

Priorities Tésk Force. Another element in.the managerent planning program

is a Pgiorities Task Force. It resulted from the nced to make better decisions
wheﬁ éttempting tdAa;locate.resources among hajor units of the university and
.sét in order of priority the major unmet needs of the institution. Tﬁe |
,.management plénning teéhniqucs and, devices employed prior to thé advent ofbthe
Priorities Task Force aséisted gfeétly in clarification of goals, iméroved
communications, management by objectives, more objective research, and ogher
components of sysgématic institutiohal plaﬁﬁing. Yet the“p¥ob1em of how to
decide among worthwhi;c activities across major units of fhe university as well
as within ﬁé}g¥wﬁhits persisted. For example, such questions as the relative
merits of certain athletic programs versus certain academic programs ana the
inportance of certain acti&ities in the business area as opposed to other major
areas could not be answered to the satisfaction of all involved. The Priorities

Task Force was created as a subcommittec of the Committee on Institutional

Planning and includes the four vice presidents, the academic dean, four

9
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faculty members, the athletic director, and the president of the Assotiatibn
of Furman Students. The Rusiness Hanager and’Treasurer and the Coordinator .
of Institutional Planning and Research serve as resource persons to the Task
Force. . The Task'Fotce is charged with examining ail aspects ot Fntman's
operations and making recoumendations tn the president as to (1) the“ “
expenditures making the greatest contributions towards achieving Furman's
primary goals, and (2) appropriate ways of balancing expenditures with income.
Ths Task Force, wnich has met regularly since 1975, takes a university-wide
view and looks espetially at budget allocations across the major unitsiof the
university.

Adyice and Training. The Committee on Institutional Planning has met

regularly, usually monthly, since its inception. In addition to giving general
guldance, the conmittee nas provided the neans by which the work inaganagement
planning has been assimilated into the regular nperatlné procedures of the
university. | | ) |
The Management Task Force of the Advisory Council has met twice eaéh~year.‘
Along with general advice and counsel, they have produced specific tepotts
suggesting ways of improving both effectiveness aﬁh efficiency within the
institution. They have been especially helpful in assisting staff membgrs to
assess accurately the environment anq to develop relijable assumptions for
plnnningvand decision—making purposes.‘
Workshops.ditn”nll of the administrators at. the university wefe’held to
discuss the conceptual base for the projett and the technidues fer implémentation.
-mTwo—day sessions were hcld with the Committec on Institutional Planning, the ”;‘
" executive officers of the university, and the” department heads and other acadsmic
administrators. Opne~day sessions were held with the business office staff the

‘devolopment office staff, the physicnl plnnt managoment staff, “and the Board of

Tru tces. . o ‘ ]_0
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"Al;;,mthebé;ééidéhf‘haé cohginued ﬁis pfacticé of holding a three-day
administrative council retreat off campus each summer where ﬁe and his
administrative officers discuss in depth the major issues facing the
university. It is at these meetings that the university-wide SWOTs analysis

is finalized.
Management by Objectives

Systematic institutional planning as practiced at Furman includes the
fol}owing distinct steps of activities:‘

1. Identification and evaluation of problems and oppoftunities.

2., Clarification and evaluation pf’mission;vgoals and objectives.

3. De;ermingtion of priorities.

4, Analysié and evaluation of capaBilitiés.>

5. Development and execution of programs of action.

6. Identification and monitoring of future developments that will have
a major impact on performance or results.

7. Allocation of essential resources.

8. Acceptance and support of key people who are involved or affected.

It is step§ 2, 5, and 7 which compriée the management by objectives thrust
of the management planning program. It is stressed that one does not have a -
Fvalid objective under ths Furman schémévunicss there is a program of action
déveloped to éupﬁort the objective and cssential'resources‘have'beeﬁ allocated

o g

- to support that program of action. This distinction is the first step in
rcducing the number of worthwhile objectives fb both 2 manageable number énd
“to those objectives which ¢an have a meaningful effect on thexadministratidn‘

- of the college.
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Expéiiénhe with the‘MBO'progrﬁm has sﬁowﬁrthat the reductipn or
eauthorization process.is critical to the success of such a program. If

this aspect is. not handlgd properly, the resuit is an overemphasis on
activities rather than key result aréas, and a syétem too cumbersome
because of paperwork for cffective ufilization. Conseddéntly, as Coordinator
of Institutional Planning and Research, I spend a great deal of my time
counseling pcbple to prevent them from writing objectives that do not meet
certain specifications andf}équireménts. The key, in our opinion, isvtov
include in the FBO syégeﬁ only those objectives which can have a majortimpact
on institutional perfprmance.

Before going further into the basic specifications ané requirements of
the Furman MBO approach, let me éive you Furman's definition of a ”goql" |
and an "objective". We realize that some of the literature describesvaAgoal:

. as the general and an objective as the specific, ﬁﬁatAQLQQ qf the-literaﬁure
describes an objective as the géneral and a goal as the_specifié, and tﬁ#;\some
writers use the two terms interchangeably. At Furman a goai is'defiﬁéd‘as
pro§iding "focus and direction". An objective is "a temporary estimétebof“é
very important future result that we believe we can and should accomplish,
through our own efforts, and that we are willing and able to pay for;" You can
see. that in these defi;itions the theme haé been followed that one does not
have an objective unless'a pfogram'of action has been developed and roesources
allocated to that program of action. Moreover,-for'an.objéctivé to be ﬁeasﬁrablé. 
and thereby suitable for the process of management by o?jectives, we insist that .

4t contaih the following six elements: time,,odt;ome, pctformet, action,

time_is”thehcompletion ~“".-w

accomplishment -level, and method of meusuféant.‘ The
date. The outcome is the expected accomplishment, The performer is the one

¢
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responsibls for the action. The accion is what 1is to be done, The accomplishment
level is the accepCable level of proficiency. The measurement technique is how
the extent of accomplishment 1s to be determined. -

It io not necessary in our system to have objectives for every goal statemcnt.
| Generally, an objective is one of three types: (1) regular, those of-a repetitive
nacurc; (2) problem-solving, those responding to a particular need or dfsfunction
4n the system; or (3) innovative, those which attempt someﬁhing which has noc been'
cone before. In discouraging unlimited objectives, it is QCressed to administrators

chac‘mosc (60-70 percent) of what they do is routine, eber&day and ongoing. It is
in the budget this year, it was in the budget last year, and it will be in the
budget next year. In this lerge, ongoing reguigr area of their work they should
specify‘objectives only if one or more of three things is true. dne, it is a
result that the person they report to wan;s to monitor and keep up with. Because,
as you will see in a moment the approved objecciveslbécome the agenda for a

~ series of qucfcerly reviews of objectives sessions. Two, it is a result that
they want the person to whomlchey report to monitor and keep up wich. Because
how many times has your admiuiccrative supcrior'not been incereSCed.in things you
believe to be significanc?‘ Again,,cemember the objectivec form the quorterly

| review agenda. Three, 1f the objective directly affects someone else's planning.
To_this large area of accivicy‘they are to add problem?solving and innovative

‘objectives. .

Eocn with these guidelines the number of objcctives con‘still bc beyond the
availability of liniCQd resources. A vinble educational institucion never has
enough resources to do everything that ic wants to do and~which can be, juscified.
Another way, chercgore, to help discriminate among the many desirable objectives

"~ which mayvbc proposed_isvto weigh Fach objective against the foilowing criteria

before it ia guthorized.
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l. Is it suitable, does it relate to one of Furman's goals?

© 2.. Is‘it feasible, can it be dome? = ¢ &

. §
4. Is it valuable, ig it worth the cost?
‘ ‘ f
5. 1Is it achievable,{by Furman?
| j . "
6. Is it measurable,' does it contain the six elements?

- 1 o -
3. Is it acceptable, ;is Furman willing and able to pay the cost?

7. Is it flexible,‘can it he changed i.f necessary?
8. 1Is there firm determination to succeed? |
As a process therefore, the management by objectives technique being
followed at Furman is that objectives for a given organizational,unit are derived‘
by members of that unit and reviewed by appropriate higher echelons of the organi~
zation. At this point, the individual obiectives are checked for consistency'
with the other university objectives before they are authorized. Responsibillty
for each objective is then assigned to the appropiiate person and the available
resources are made known to him. During the designated period of time, the person
Ais given wide latitude in cHoice of oethods but does provide frequent update using
'  milestone reporting techniques. As mentioned earlier, quarterly review sessions
are used for this purpose involving each employee with his supervisor. The first
three sessions are designed to monitor progress and to encourage optimum results.
At the end of the fiscaliyear.(the fourth'session), the actual;results'are jointlyi
reviewed against'the agreedfupon goals‘and cbjectives. Itjis at thishpoiut thnt
the evaluation influences the reward system, The strength of the process is;in
the focus on results, the provisions for i’eedhacl-:_,__‘:'and the commitment arisir“({-g' from
particip nt invol vement in the process. ' » ‘"‘v . . | _ .
The manner in uhich Lhc quarterly review seasions are conducted is, 1£”§ux view,i

strntegic to the succesa of a viable management‘by objectives~program. The sessions‘PI

]
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should béﬁviewed as help sessions rathér than in any nay as~punitive sessions.,

* The -focus nust rema;n on achieviné optimum fesults, whinh is defined}at Furman
an "the best possible results with due regard for the circumstances which
prevail,” rather than seeing to what limits of productivity you can fofce those
"in the system to go. This latter approach is "maiimum" results in which we

| believe you can only get over short periods of’tinc. Working at an ovefextended
Pace can cause greater adverse consequences than the short term gains. Non-

recognition of this factor is, in our opinion, why so many MBO programs have
started with initial success and then deteriorated into subsequent failure.
Therefore it is suggested that the quarterly review sessions be organized’

around the following five questions:

1. What progress are you making toward the accomplishment of your
objectives? .

2. What can } do to help? .

3. Are there policies needed to a551st you in accomplishing your
objectives’ .

4. Are there policies in existence which are hindering you in
accomplishing your objectives? .

5. Because of environmental changes, do any of your objectives need :
to be changed?

" Before concluding, one other aspect as an effective management by objectives
program needs to be mentioned. That aspect is the mcasurcmcnﬁ problem inherent
in such en approaéh. Many MBO programs have failed in our view becauae‘of mis-
understanding over what cons titutcs acceptablc ncasurements. One hears the
comment, "You can ‘measure other arcas of the college, but you‘can't measnrc ‘f.
mine.” "Hy work involves too much creativity or c1itical thinking." This difficulty;
is xecognized and dealt with by poinLing‘out that in &n MBO approach of the typc‘ |
being dcscribed acccptablc weasurements are simply agxecments between the perqons
j involvcd. Also, that acc0ptabln measurement, if ngrecmunt is.rcachcd, can be nt

One of thr;c Jevuls.'First is the gencrall) recognizcd level of quantifiablc dnta.?'
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But at times it is difficult or even impossible to find sucﬁ data. .herefore,
a sccond level is that of pcrformancc indicators. These are evidences that by
certain actions or results one‘may conclude that the objective has been
accomplished or has not been accomplished. But at timeo even performance
indicators are difficuit to find or.cannot be found. The third level is simply
“effort toyard". "I don't know wvhat happened as a result, but I conducted
certain activities which oere des igned to accomplish certain objectives." In
the MBO process at Furman, agreement can usually be reached on at least one of
these three levels of measorement. This understanding of differing levels of
measurement has hélped us get over maoy potential measurement difficulties..
Conclusions

A systematic institutional planning process undergirxded by a'workable
manaéemcu: by objectives systemcan lead,.I believe, to theAachievemcntiof
ootimum results in‘colleges and universities. It is a move, hodeyct, toward
. decentralized, participativc pianning and mcnagement which can present some
difficulties.“ But in spite of tﬁc difficulties, the participative style of
‘planning and managemant holds tremendous pronjse because most planning and
~ management problems today are teople problems. People today want greater ful-
fiilment of psychological needs--accéptance, recognition,‘participation, involve4.
‘Eént, eclf-rcalization, When peopie are roasonably well’compensated‘aod haﬁc_
'sooc fecling of job security, one of the strongest motivating factomo is an
oooortunity to plan.for one's own future.“Hanagcment by objectives with its
pcz@onalvihternction cah, in our view, contribute to this dcsite.‘ .

Did problems occur with this apbroach to management plahning and‘management‘
by objectives? Yes, but problems that did arise werc largely anticipated and
were handlcd effectivcly as they'nppeared. Ccrtainly some people felt thrcatoncd.

FCcnernlly tho e were persons who had' not ycr come to a full underctanJing of the
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l‘program. There.was a natural'résistance émong'some, as migbf be expegtéd;J
to any typé df change. Each step, however, was‘takep ser;ously and deliberately.
'FQr exampié, many of the workshops held to discuss the concéptualjbase for‘thé
‘pfoject'and the various'téchniques.fof impleﬁentation wefe o:f—campus sessions
devoted entirely to building an? mgintaining the support ;hét was necessary for

the success of the program, as well as making certain that all of those

involved were thoroughly familiar with the project.
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